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The Five Step / (Year) Plan 
 

Step/Year 1:  Demographic Information  
 
Focus on creating accurate and consistent demographic information across the entire 
organization.   
 
Vital Steps:  
 
 Use of a universal intake form for all parts (components, sites, service areas, programs) of the 

organization – all answer categories should be consistent as well.  

 Have system in place to easily aggregate data and provide reports. 

 
 

Step/Year 2:  Service / Dosage Information 
 
Focus on collecting service and dosage information from all programs/activities as accurately 
as possible.    
 
Vital Steps: 
 
 Design methods/systems to collect service and dosage data in sufficient detail for further 

analysis (this may mean simple yes/no attendance measures or tracking every interaction 
with a client down to the minute of service). 

 Create reporting infrastructure so staff can check and edit service / dosage data. 
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Step/Year 3:  Program / Service Level Outcome Information 
 
Identify program/service level outcomes to be collected, and then identify, modify, or create 
tools to collect relevant data.   
 
Vital Steps: 
 
 Articulate what success would look like for a service recipient at the completion of a program.  

 Identify reporting or funder requirements. 

 Create a program logic model to ensure that proposed outcomes flow from proposed 
activities.  

 Identify what types of reports program staff would like to have for management purposes.  

 
 

Step/Year 4:  Organizational Outcome Information 
 
Identify services/programs that have similar outcomes or activities and design aligned outcome 
infrastructures and service delivery strategies.  
 
Vital Steps: 
 
 Similar programs / approaches should have similar (or exactly the same) outcome data 

collected so information can be aggregated at the organizational level.  

 New reporting infrastructure should be created to analyze and present cross-program 
outcomes.   

 Peer-to-peer learning should be facilitated across similar programs / approaches (and not just 
for the purposes of outcomes). 

 
 

Step/Year 5:  Revisit Problem Areas and Push for More Sophisticated Methods 
 
Identify where previous steps have failed for the organization or specific services/programs 
and make changes.  Push successful programs and staff to become more sophisticated.  
 
Vital Steps: 
 
 Be honest when analyzing successes and failures. 

 Develop methods and approaches that could improve each of the previous four steps. 

 Be sensitive to staff / services that have not been successful and consult others on more 
effective methods to motivate change and understanding. 

 Challenge successful staff / services to do even more sophisticated data collection. 
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Techniques for Motivating Staff to Become More Data-Driven 
 

 Emphasize the importance of data collection in terms of service recipients:  data 
collection / performance management / evaluation is being done for a single reason – to 
better serve clients.  

 

 Recognize (and be honest talking about) potential challenges with staff. 
o Staff will need to take time to collect information and do data entry…… 
o But it will make their reporting more efficient, and…… 
o Improve the services provided to clients.  

 

 Provide examples of reports that staff may find useful.  
o Reports that make quality assurance simple and efficient 
o Demographic reports that present information in interesting ways. 
o Service / dosage reports that allow staff to notice trends.  
o Outcome reports that highlight the most significant findings and that provide 

information that is actionable.  
 

 Use internal advocates (other staff/peers) to talk about the benefit of the process. 
o Focus on developing staff that can advocate for the work early on. 
o Resistant and skeptical people are more likely to be persuaded by their peers. 

 

 Provide information and reports as quickly as possible to skeptical staff – and in a non-
judgmental way.  

o Short turnaround times for information are critical to eventual use of the 
information.  

o Present challenges and negative outcomes in a way that are non-threatening to 
staff.  Direct service staff will likely have better answers to potentially 
troublesome questions than evaluators – respect their expertise. 

 

 Use information and reports to improve programming.  
o Empower staff to use reports and outcome data – encourage staff to make 

changes to programs / service delivery to address shortcomings found in 
reports.  

o Tie this discussion to the original thinking on why evaluation should be 
important to them:  to better serve clients. 


